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Framing: 

Using Words to Shape Meaning & Inspire 

Others
 A way to use language to manage 

meaning

 Leaders use framing 

 selectively including or excluding 
facts

 to influence how others see and 
interpret reality

 Language to create a ‘shared 
reality’

 Question:

 What is the relationship between
Leadership and the task of
constructing reality?

 What ethical questions do we need
to ask?

(Fairhurst, 2011; Fiol, Harris & House, 
1999).



Reality 

Constructions
 Rule #1: Control the Context

 Leaders often cannot control events, but the CAN control the context 
under which events are seen if they recognise a framing opportunity!

 Rule #2: Define the Situation

 As it’s the most basic level, framing reality means defining the 
‘situation here and no’ in ways that connect with others

 Rule #3: Apply Ethics

 Reality is often contested. Framing a subject is an act of persuasion 
by leaders, one imbued with ethical choices.

 Rule #4: interpret Uncertainty

 It is the uncertainty, confusion, and undecidability of the ‘situation 
here and now’ that opens it up for interpretation and provides an 
opportunity for the more verbally skilled among us to emerge as 
leaders.

 Rule #5: Design the Response

 Ultimately, leadership is a design problem. Leaders must figure out 
what leadership is in the context of what they do and through their 
framing and actions, persuade themselves and other people that they 
are doing it.



 Reflection Task:

 Who are the stakeholders associated with 

your job?

 How would they define what leadership is in

the context of what you do?

 Whose leadership styles do you admire or 

emulate and why?

(Fairhurst, 2011; Fiol, Harris & House, 1999).

Framing Tool:

Designing 

Leadership



Inspirational Approaches to Leadership:

Charismatic Leadership Theory

 Followers make attributions of heroic or extraordinary leadership abilities 

when they observe certain behaviors.

 Charismatic leaders: 

 Have a vision.

 Are willing to take personal risks to achieve the vision.

 Are sensitive to follower needs.

 Exhibit behaviors that are out of the ordinary.

(Fairhurst, 2011; Fiol, Harris & House, 1999).



Charisma

 Originates from the Greek word 
charismata

 “the gift of grace” 

 or “gifts presented by the gods” 

 describes an individual’s qualities 
that cannot be portrayed using 
ordinary language

 (Levine, Muenchen & Brooks).

 Weber (1947) described how 
followers attribute extraordinary 
qualities (charisma) to the leader.

 These theories describe 
charismatic leadership in terms of 
the amount of leader influence 
over followers and the type of 
leader-follower relationship that 
emerges

(Conger, 1989; Conger & Kanungo,
1988, 1998; House, 1977; Shamir et al,

1993).



Charisma . . . .

 ‘. . . . represents personal attraction or appeal that enables a person to 

greatly influence others. It is a characteristic that contains huge power and 

capacity that is ascribed to a person or a personality of magnetic people or 

leaders. Charismatic people differ from the majority and leave a deep 

impression. Many charismatic individuals have used their power for good –

like Mahatma Gandhi – or evil – like Adolf Hitler’.

(Verci & Ver, 2011).



Charismatic Leadership Traits

(Fuller, Coleman, Patterson, Hester & Stringer, 1996)



Charismatic Leadership:

Examples

(Fuller, Coleman, Patterson, Hester & Stringer, 1996)



Key Characteristics of Charismatic 

Leaders

 Vision and articulation

 Has a vision—expressed as an 
idealized goal—that proposes a future 
better than the status quo; and is 
able to clarify the importance of the 
vision in terms that are 
understandable to others

 Personal risk

 Willing to take on high personal risk, 
incur high costs and engage in self-
sacrifice to achieve the vision

 Environmental sensitivity

 Able to make realistic assessments of 
the environmental constraints and 
resources needed to bring about 
change

 Sensitivity to follower needs

 Perceptive of others’ abilities and 
responsive to their needs and feelings

 Unconventional behavior

 Engages in behaviors that are 
perceived as novel and counter to 
norms

(Fiol, Harris & House, 1999).

 Click on the link below and reflect:

 Classic Influence | Charisma and 
Charismatic Leaders: Insights from 
the Heroes and Villains of History

http://classicinfluence.com/charisma-and-charismatic-leaders-insights-from-the-heroes-and-villains-of-history/


One Size does NOT Fit All:

Types of Charismatic Leadership 

 Can you think of people who may 

match each of the types:

1. Socialized Charismatic?

2. Personalized Charismatic?

3. Office-Holder Charismatic?

4. Personal Charismatic?

5. Divine Charismatic?

6. Celebrity Charismatic?

(Nikezic, Doljanica & Bataveljic, 

2013).



Negative Aspects of Charismatic Leadership

Too much 
pressure on the 

leader

Yes man 
environment for 

employees

Change in value 
system

Might be selfish

Not suitable for 
rigid structures

Prevent new 
learning

Company suffer 
if they leave 
(sustainable 
leadership)

Lack of clarity

(Conger, 1998; Mintzber, 1999; Hogan et al, 1990).



Charismatic 
Leadership:
Implications



 Socialized Charismatic Relationship: 

 In the socialized relationship, 
 followers have a clear sense of self and a clear set of 

values, 

 and the charismatic relationship provides them with 

 a means for expressing their important values 

 within the framework of a collective action

 Followers in this type of relationship derive their sense of 
direction and self-expression 

 not from personal identification with the leader but 
from the leader’s message

 In this relationship

 followers place constraints on the leader’s influence, 

 play an active role in determining the values expressed by 
the leader, 

 are less dependent on the leader, 

 and are less open to manipulation by the leader.

Different Types 

of Charismatic 

Leadership:

Transformative

versus 

Authoritarian

(Welch, 2008, p. 82 cited in Daly & 

Schugurensky, 2009)



 Personalized Charismatic Relationship: 

 In the personalized relationship, 
 followers are confused and disoriented before joining the 

relationship, 

 and the charismatic relationship provides them with a clearer 

sense of self and greater self-confidence.

 This type of relationship is based mainly on

 a followers’ personal identification with the leader, 

 rather than on their identification with or acceptance of the 

leader’s message

 Lacking a strong internal reference point from which to judge 
the leader’s messages and influence attempts,

 followers in this type of relationship are dependent on 

 and vulnerable to the leader

Different Types 

of Charismatic 

Leadership:

Transformative 

versus 

Authoritarian

(Welch, 2008, p. 82 cited in Daly & 

Schugurensky, 2009)



Leadership Development:  Conceptual Framework

(Welch, 2008, p. 82 cited in Daly & Schugurensky, 2009)



Leadership Development Framework:

(Welch, 2008)

 Principles:

 a basic truth or law that guides or
influences thought or action

 Often used as a basis for reasoning or
conduct.

 Justice and mercy are both examples of
principles.

 A good symbol or metaphor for a
principle is a compass.

 What do you believe?

 Paradigms:

 models, structures or ways of thinking about something similar to a
worldview, or a habit of mind

 a set of thoughts or expectations about how something is or ought to be.

 Analogous to Jack Mezirow’s frames of reference or meaning structures

 ‘The structure of assumptions, beliefs and expectations through which we see
the world and make sense of our experience consists of two dimensions:

 a habit of mind and a point of view’

 A good symbol or metaphor for a paradigm is a map.

 What do you see?

(Welch, 2008, p. 82 cited in Daly & Schugurensky, 2009)



Leadership Development Framework:

(Welch, 2008)

 Practices:

 specific, observable activities or

actions;

 behaviours, or manner of interacting

with others or the environment.

 A good symbol or metaphor for

practices is a steering wheel.

 What do you do?

 Language Patterns:

 words, phrases and language habitually chosen

 to convey ideas, attitudes and points of view.

 A good symbol or metaphor for language patterns is a

microphone.

 What do you say?

(Welch, 2008, p. 82 cited in Daly & Schugurensky, 2009)



Leadership Development Framework
(Welch, 2008, p. 82 cited in Daly & Schugurensky, 2009)



Beyond Charismatic Leadership:

Six Factors  

1. Valuing Individuals 

 Genuine concern for others’ well 
being and development

2. Networking and Achieving 

 Inspirational communicator, 
networker and achiever

3. Enabling 

 Empowers, delegates, develops 
potential

4. Acting with Integrity 

 Integrity, consistency, honest and 
open

5. Being Accessible 

 Accessible, approachable, in-touch

6. Being Decisive 

 Decisive, risk-taking

(Alimo-Metcalfe & Alban-Metcalfe, 
2005)



Theories of Leadership:

Transformational versus Transactional
Transformational:

 Widespread changes 

to a business or organisation

 Requires:

 Long term strategic planning

 Clear objectives

 Clear vision

 Leading by example – walk the 

walk

 Efficiency of systems and processes

Transactional Theories:

 Focus on:

 the management 

of the organisation

 procedures and efficiency

 working to rules 

and contracts

 Managing current issues 

and problems

(Alimo-Metcalfe & Alban-Metcalfe, 

2005)



Theories of Leadership:

Transformational versus Transactional

Transformational Leaders
 Leaders who provide the four “I’s” 

 individualized consideration,

 inspirational motivation, 

 idealized influence

 intellectual stimulation

 Idealized Influence

 Inspirational Motivation

 Intellectual Stimulation

 Individual Consideration

Transactional Leaders
 Leaders who guide or motivate their 

followers in the direction of

 established goals 

 by clarifying role and task requirements

 Contingent Reward

 Management by Exception (active)

 Management by Exception (passive)

 Laissez-Faire

(Alimo-Metcalfe & Alban-Metcalfe, 2005)



Characteristics of 

Transformational Leaders

 Idealized Influence: 

 Provides vision and sense of mission, instills pride, gains respect and trust

 Inspiration:

 Communicates high expectations, uses symbols to focus efforts, expresses 

important purposes in simple ways

 Intellectual Stimulation:

 Promotes intelligence, rationality, and careful problem solving

 Individualized Consideration:

 Gives personal attention, treats each employee individually, coaches, advises

(Shields & Hesbol, 2020).



Characteristics of 

Transactional Leaders

 Contingent Reward:

 Contracts exchange of rewards for effort, promises rewards for good performance, 
recognizes accomplishments

 Management by Exception (active):

 Watches and searches for deviations from rules and standards, takes corrective 
action

 Management by Exception (passive):

 Intervenes only if standards are not met

 Laissez-Faire:

 Abdicates responsibilities, avoids making decisions

(Shields & Hesbol, 2020).



Transformative Leadership Model:
(Shield & Hesbol, 2020)



Leadership Ladder 

 From Laissez-Faire to Idealized 

Influence

(Khan, Nawaz & Khan, 2016; Da’as & 

Zibenberg, 2021; Sailhu, 2019)



Theories of Leadership:

Transformational versus Transactional

Charismatic Leadership -

Transformative
 focuses on the interpersonal interactions 

between managers and employees

 use contingent rewards to motivate 
employees

 exert corrective action only when 
employees fail to obtain performance 
goals

Transactional Leadership
 emphasizes symbolic leader behavior that 

transforms employees to pursue 
organizational goals over self-interests

 use visionary and inspirational messages

 rely on non-verbal communication

 appeal to ideological values

 attempt to intellectually stimulate 
employees

 display confidence in self and followers

 set high performance expectations

(Hewitt, Davis & Lashley, 2014)



Servant-Leader:

10 Attributes

1. Listening

 Servant-leaders focus on listening to identify and clarify the needs and desires of a 
group.

2. Empathy

 Servant-leaders try to empathize with others’ feelings and emotion. An individual’s good 
intentions are assumed even when an individual performs poorly.

3. Healing

 Servant-leaders strive to make themselves and others whole in the face of failure or 
suffering.

4. Awareness

 Servant-leaders are very self-aware or their strengths and limitations

(Coetzer, Bussin & Geldenhuys, 2017).



Servant-Leader:

10 Attributes

5. Persuasion

 Servant-leaders rely more on persuasion than positional authority when making 

decisions and trying to influence others.

6. Conceptualization  

 Servant-leaders take the time and effort to develop broader based conceptual 

thinking.  Servant-leaders seek an appropriate balance between a short-term, day-

to-day focus and a long-term, conceptual orientation.

7. Foresight

 Servant-leaders have the ability to foresee future outcomes associated with a 

current course of action or situation.

(Coetzer, Bussin & Geldenhuys, 2017).



Servant-Leader:

10 Attributes

8. Stewardship

 Servant-leaders assume that they are stewards of the people and resources they

manage. 

9. Commitment to

 Servant-leaders are committed to people the growth of beyond their immediate 

work role. They people commit to fostering an environment that encourages 

personal, professional, and spiritual growth.

10. Building

 Servant-leaders strive to create a sense of community both within and outside the 

work organization.

(Coetzer, Bussin & Geldenhuys, 2017).



Authentic Leaders and Ethical Behavior

 Authentic leaders 

 know who they are, 

 what they believe in and value,

 and act on those values openly 

and candidly.  

 Followers see them as ethical.  

 Ethical leaders use ethical means 

 to get followers to achieve their 

goals, 

 and the goals themselves are 

ethical.  

(Yasir & Mohamad, 2015)



Ethical Leadership:

Action & Trust

 Actions

 Work to positively change the attitudes and behaviors of employees

 Engage in socially constructive behaviors

 Do not abuse power or use improper means to attain goals

 Trust

 A positive expectation that another will not—through words, actions, or decisions—

act opportunistically

 Trust is a history-dependent process (familiarity) based on relevant but limited 

samples of experience (risk)

(Yasir & Mohamad, 2015)



Dimensions of Trust

 Integrity

 Honesty and truthfulness

 Competence

 An individual’s technical and 

interpersonal knowledge and skills

 Consistency

 An individual’s reliability, 

predictability, and good judgment 

in handling situations

 Loyalty

 The willingness to protect and save 

face for another person

 Openness

 Reliance on the person to give you 

the full truth

(Mineo, 2014; Yasir & Mohamad, 2015)



Three Types of Trust

 Deterrence-based Trust

 Trust based on fear of reprisal if the trust is violated

 Knowledge-based Trust

 Trust based on behavioral predictability that comes from a history of interaction

 Identification-based Trust

 Trust based on a mutual understanding of one another’s intentions and 

appreciation of the other’s wants and desires

(Mineo, 2014; Yasir & Mohamad, 2015)



Basic Principles of Trust

Negative

 Mistrust drives out trust.

 Growth often masks mistrust.

 Mistrusting groups self-destruct.

 Mistrust generally reduces 

productivity.

Positive

 Trust begets trust.

 Trust increases cohesion.

 Decline or downsizing tests the 

highest levels of trust.

(Mineo, 2014; Yasir & Mohamad, 2015)



Contemporary Leadership Roles: 

Providing Team Leadership

Team Leadership Roles
 Act as liaisons with external 

constituencies

 Serve as troubleshooters

 Managing conflict

 Coaching to improve team member 
performance

Mentor
 A senior employee who sponsors and 

supports a less-experienced 
employee (a protégé)

 Mentoring Activities

 Present ideas clearly

 Listen well

 Empathize

 Share experiences

 Act as role model

 Share contacts

 Provide political guidance

(Bunker, 1997).



Contemporary Leadership Roles: Self-

Leadership

 Self-Leadership

 A set of processes through which 

individuals control their own 

behavior.

 Creating Self-Leaders

 Model self-leadership

 Encourage employees to create 

self-set goals

 Encourage the use of self-rewards

 Create positive thought patterns

 Create a climate of self-leadership

 Encourage self-criticism

(Bunker, 1997).



Online Leadership:

Post-Covid

 Leadership at a Distance: Building Trust

 The lack of face-to-face contact in electronic communications removes the 

nonverbal cues that support verbal interactions.

 There is no supporting context to assist the receiver with interpretation of an 

electronic communication.

 The structure and tone of electronic messages can strongly affect the response of 

receivers.

 An individual’s verbal and written communications may not follow the same style.

 Writing skills will likely become an extension of interpersonal skills

(Huffaker, 2010).



Finding and Creating Effective Leaders

 Selection

 Review specific requirements for the job

 Use tests that identify personal traits associated with leadership, measure self-

monitoring, and assess emotional intelligence

 Conduct personal interviews to determine candidate’s fit with the job

 Training

 Recognize that all people are not equally trainable

 Teach skills that are necessary for employees to become effective leaders

 Provide behavioral training to increase the development potential of nascent 

charismatic employees

(Strasser, de Kraker & Kemp, 2019).



Leadership: 

Organizational Perspective

 Book worth considering: 

 Ritti, R. & Levy, S. (2010) The Ropes to Skip and the Ropes to Know. Hoboken, NJ: 

John Wiley & Sons, Inc.

 We have a fascination with “leaders”.

 Do times make the leader or is a leader born?

 What do we know?

 Leadership in organizations is “enacted”

 Management efficacy or the capacity to produce results attributed to leaders

(McCausland, 2022; Strasser, de Kraker

& Kemp, 2019; Ritti & Levy, 2010;).



Leadership: 

Organizational Perspective

 Organizations provide a cultural context which provides a notion of what an 

effective leader is

 The organization must perform

 Leader must play the role

 Communication is crucial

 One needs to convince people

 Must be seen as true

 And relate to existing organizational culture

(Strasser, de Kraker & Kemp, 2019).



What is your Leadership Style?

(Saxena, Desanghere, Stobart & Walker, 

2017).

https://www.google.co.uk/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=2ahUKEwi20cT4_drbAhVKPBQKHQjEC8cQjRx6BAgBEAU&url=http://peter-ruediger.eu/wp-content/wverrors.php?ofeYb=six-leadership-styles-daniel-goleman&psig=AOvVaw0oANR5cVc7BhdBxtk3Xvgs&ust=1529334544230134


Leadership Styles:

(Showery & Manasa, 2014).

What are we going to look at today?

The ‘I’ in leader – Self awareness

Leadership Styles

Evaluating your style



‘I’ Attitudes

 Take a moment to and think about and make a list of your attitudes to various 

work situations:

 Giving a presentation

 Attending a meeting

 Writing a report

 Your annual performance review

 The difficult colleague you have to work with

 Other team members

(Showery & Manasa, 2014).



Interferences

 How many of these “attitudes” 

have been negative?

 How many of these “attitudes” 

have been positive?

 How would your performance 

improve  if your attitudes, 

beliefs and habits were all 

positive?

(Showery & Manasa, 2014).



Think Piece

What does Emotional Intelligence mean to you?What does Emotional Intelligence mean to you?

FEEDBACKFEEDBACK

Have you got examples when you have acted as a facilitator or collaborative leader?Have you got examples when you have acted as a facilitator or collaborative leader?

In groups read the statement below. 

What do you think it means?

In groups read the statement below. 

What do you think it means?

(Showery & Manasa, 2014).



Think Piece

 The leaders of the future will need to be facilitators, 

 leaders who enable others to develop their own leadership and potential.

 They will also be collaborative leaders, 

 highly skilled in developing and sustaining mutually beneficial partnerships 

 and able to influence and lead teams 

 These both require 

 a new set of skills and attitudes for leadership 

 emotionally intelligent skills 

 attitudes.

(Showery & Manasa, 2014).



Think Piece

• Do you help others to develop their own 
leadership and potential?Facilitators

• When leading teams are you able to lead 
teams to encourage others to work to 
agreed end? 

Collaborative 
leadres

• Are you able ot understand your beliefs, 
values, attitudes, competencies (E.g to 
empathise)?

Emotionally 
intelligent

(Showery & Manasa, 2014).



Emotional Intelligence
(Antonakis, Ashkanasy & Dasborough, 2009).
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